The development of Information Technology projects using Project Management Methodologies like PMP-PMI, Agile or SCRUM for software development, CPM, CCPM, RAD, XP, FDD, ITIL, JAD, LD, PRINCE2, etc.; may be a complete success or a total catastrophe, for series of reasons, events and circumstances that frequently are not related at all with the deliverables, the products being built, the IT technology involved, the level of expertise, the responsibility and professionalism of the stakeholders including the project manager, but due to intercultural factors. The PMP-PMI Model (PMBOK) describes 10 areas: Cost Management, Time Management, Scope Management, Risk Management, Quality Management, Procurement Management, Integration Management, Stakeholder Management, Human Resources Management and Communication Management. An IT project is considered successful if the customer is happy, but technically and formally if the TEAM was able to meet the triple constraint set up by time/cost/scope. This happy ending is not possible if the project manager and the team as a whole are not able to confront, attack and solve the issues associated with Human Resources Management, Stakeholder Management and specially Communication Management. These three areas are highly influenced by Intercultural factors like language, race, age, gender, religion, sexual preferences, beliefs, habits, etc., becoming their analysis an essential task if we want to accomplish and guarantee a favorable outcome . This position paper concludes in contradiction with what is a very common believe between many technical project managers that the most important factors to take in consideration for the success of an IT project management is the careful and planned attention to the potential issues and challenges associated with the cross-cultural communication and the human 10 gisern@clarku.edu Vol. 7, No. 3, September 2015, pp. 53-67 DOI 10.1515/joim-2015 54 resources implicated in the projects. This paper will describe the cultural dimensions, issues and challenges associated with Intercultural Project Management for IT.
Introduction
During the last 15 years half of the off-shoring and outsourcing phenomenon has specially focused on Global Software Development. The success of the Indian companies, the appearance of new players like Brazil, China, and particularly programmers coming from Eastern European and from Latin-American countries in conjunction with the robustness exhibited by software companies in Israel, has made the Project Management Business for Software Development the most important task in the Information Technology Environment right now.
Cultural differences in International Project Management are very important. An international project manager who works aboard has to take these cultural differences in religion, language, traditions, ethics, background, etc. in consideration if he or she wants to succeed in his (her) role as a leader of the team. Global Project Teams are confronted with the task of balancing Western Project Management practice with local business customs, cultural dimension conflicts, cross-cultural communications challenges, human resources issues and heterogeneous legal frameworks in order to be able to deliver high quality results. Bill Young past president of the AIPM (Australian Institute of Project Management), who lives and works in China declare that "50% of joint-venture project between Western companies and Chinese companies fail" [Young 2013] .
Understanding cultural differences is one key to the success. China is one of the biggest markets today and a great place to experiment and analyze these issues and challenges [Wong 2008a ]. Cultural differences are clearly perceived by a non-local project manager working in international developments to be biggest challenge in China [Saee 2013 ]. Additional unwanted situations related to project management in China reflect poor quality, workers hiding problems from management; weak team ethic, corner-cutting, poor technical communication and inadequate involvement by middle management [Wong 2008] .
Project managers are usually very experienced professionals with great ability to plan and organize tasks and people. Soft skills, leadership, organization are essential attributes of a good project manager, the PMI-PMP PMBOK [PMI 2013] describe the core areas involved in the right management of a project and clearly identify Communication, Human Resources and Stake Holders Management as core knowledge areas, but this new dimension of Intercultural Project Development makes the cultural dimensions to be identified as a critical influence on the potential failure or success of IT Project Management process specially for Global Software Development, IT Outsourcing, Off-shore Project Development and Multicultural Project Development.
Cultural Dimensions
Cultural dimensions are identified factors of great influence on the expected success of IT systems. These aspects must also be contemplated by institutions which projects are deploy off-shore or outsource to international companies or projects developed by teams integrated with staff coming from all around the world, with different social backgrounds, with different perspectives, cultures and/ or traditions.
Hofstede's cultural dimension's research is the first reference about culture within Information Systems literature [McCoy 2003 , Isern 2014 ]. Ali and Alshawi [Ali 2005 ] described a comprehensive cultural dimensions framework, based on Hofstede's cultural dimensions. Dozens of papers have been published describing the world as a melting pot of races, religions, traditions, etc. in a nutshell cultures; giving a set of general concepts and ideas, however, the typologies of culture do have inherent weaknesses since they do not show a clear reflection of the diversity of values and attitudes that may exist in a country or even in a region of a country, nor do they give an explanation of how cultures have developed along the time. This paper wants to raise the level of awareness about the limitations that need to be considered, when analyzing the impact of culture on the Information Technology Project Management [Skok and Legge 2001] . This paper will try to describe the intercultural factors involved and the issues and challenges that those factors create in the Project Management process.
According to experts in the field of intercultural communication, some of those factors [Isern 2014 ] include: -The Cultural Identity Factor; -The Racial Identity Factor; -The Ethnic Identity Factor; -The Gender Role Identity Factor; -The Individual Identity Factor; -The Social Class Identity Factor; -The Age Identity Factor; -The Roles Identity Factor.
Let's first describe Hofstede's work and other author's to later summarize some results and outline some final remarks and recommendations.
Culture, cultural theories and intercultural factors
Culture is the integrated pattern of knowledge, belief, and behavior that depends upon the capacity for learning and transmitting knowledge to succeeding generations.
Culture is the learned values and behaviors shared by a group of people and play a vital role in how a person performs his or her work based on individual patterns of thinking, feeling, and acting. Culture has visible attributes like dining, clothing, religious rituals, architectures, or sports while invisible attributes comprise of orientations to environment, time, communication, space, power, individualism, competitiveness, structure, and thinking. Several theories have been proposed to categorize cultural differences. As the primary source of intercultural factors, we used the works of E.T. Hall [Hall 1976 ], G. Hofstede [Hofstede 1980 , Fiske [Fiske 1991 and F. Trompenaars & Charles Hampden-Turner [Trompenaars 1997 ].
Hofstede's Cultural Dimensions
These dimensions give insight to different national cultures. [Vaara 2000 ] has broadened these cultural studies with an epistemological approach that states culture and cultural differences exist only when people become aware of it in their social interactions.
E. T. Hall's Cultural Facto
Stahl [Stahl 2003 ] differentiated two dimensions of culture. The first one states that different culture are fundamentally and possibly irreconcilably different, whereas the second one states that all cultures share some universal attributes.
Stahl has concluded that, despite obvious difference in cultures, there are similarities that are based on human nature, and we believe that those one could be used to reach out to the stakeholders and vaporize the conflicts. Ali & Alshawi [Ali 2004 ] outline three types of culture. First, there is the culture that a society shares (national culture), a set of core values that shape the behavior of individuals as well as the whole society. Second, there is the culture on a smaller level, namely organizational culture Adler [Adler 1997 ] and Bagchi and Cerveny [Bagchi 2003 ]. Third, there is the individual level of culture Dorfman and Howell [Dorfman 1988 ] that describes the effects of national culture on individual behavior.
Proposed factors to be included in the cultural dimensions and a critique of Hofstede framework
Despite the common use given to Hofstede cultural dimensions research, his work can be seen as only one way of looking to culture within the Information Systems and Technology discipline McCoy [McCoy 2003 ]; Ali and Alshawi [Ali 2004a [Ali , 2005 . We must make a deeper analysis of the impact of the culture dimensions on the Project Management; Walsham [Walsham 2002 ] stated that the Structure Analysis Theory of Giddens could be used to analyze the similitude and difference in a variety of cultural sub-groups and even individuals.
Culture, Structures Theory and Information Systems
The theory of Giddings as described by Walsham, has been very influential in the social sciences, receiving also considerable attention in the IS field. We propose to use this theory of Giddings plus the models of Hofstede, Fiske, Trompenaars and Hampden-Turner, E.T. Hall, Philippe d'Iribarne, Vaara plus the contribution of Adler, Ali and Alshawi with the summary of Walsham to build a more formal and general strategy to review cross cultural and intercultural factors in Project Management. We believe that are important connections between the cultural dimensions of Masculinity and Individualism with the tendency that some Project Managers have to adopt a Competitive style of conflict management. We also share with Mohammed and White that Uncertainty Avoidance could be correlated with the propensity for Project Managers to follow an Avoiding approach to conflict management [Mohammed 2008 ]. More relationships are found between Hofstede's cultural dimensions and conflict management styles in Project Managers but their meaning requires further study, that way we would like to describe the PMP-PMI model to identify the phases, processes and cores areas mainly involved with the cultural dimensions issues and how that imposes challenges for IT Project Mangers I order to propose some recommendations.
The PMP-PMI PMBOK model
Project Management Body of Knowledge (PMBOK) describes the theory that encompasses the practice of project management. These theories are dynamic, integrative processes that are in constant evolution as practice grows and changes. The entire PMBOK incorporates scientifically sound theories in project management along with novel theories and processes that are being tested and proven. The PMBOK includes written frameworks of practice as well as informal and unwritten knowledge. Project management is itself a complete science and as a discipline is useful in a wide variety of domains such as software engineering, construction, architecture, and automotive utilizations. There are five process groups (or steps) and nine knowledge areas is project management (see Figure 2 and Figure 3) . Each of the nine knowledge areas in itself contains the five process groups. Each knowledge area needs all five process groups in order to function. Every process in a project management plan becomes interrelated to at least one knowledge area and one process group. The use of the PMBOK and the number of certified PMI Project Managers is been drastically growing since mid-90, but lately with the boom of international outsource off-shore software development projects, the number has grown even more (see Figure 1) . It is expected that various processes will overlap with others during the phases of a project, the processes may also need to interact. Processes have certain common features: -they have an Input, including plans and designs, -they include Tools and Techniques, applied to the above mentioned inputs, -and they include Outputs. These outputs include the goal of the project, such as the product, or documentation. The concept of the PMBOK's Project Management Knowledge Areas suggests that there are only five process groups. These include: -Initiating -deciding to perform the project, -Planning -deciding how to run the project, -Executing -doing the acts that comprise the project, -Controlling and Monitoring -deciding further details about the project and measuring how the acts that comprise the project compare with the planning, and -Closing -finishing the project, delivering and paying (See Figure 2 and Figure 3) .
In order to create an effective Project Management system, each of these ten knowledge areas are used, each of which may include processes from each of the five process groups. Two of the most important factor to consider is how to initiate, control and terminate every phase, how integrate the different members to every group and to every process, how to conform the teams and how to make that the interaction between different members is not affected by the issues related to the cultural dimensions described previously.
Each process can be defined as related to one knowledge area and one process group. The project manager must know the communication processes involved in effective project management. First of all there should be planning to determine what information needs to be communicated to all stakeholders in the project and how. Next, that information must be made readily available to the stakeholders and generated in a timely fashion, considering all the cultural dimension issues. Finally, communication with project stakeholders must be managed so that all requirements are met and issues are promptly resolved.
There are also several key components in project communication management which should be considered. Encoding or translation to bypass the cultural differences makes sure everyone understands what is said, how is said and not produces a wrong interpretation. The output of that encoding is the message which is conveyed through a medium. Interference with the message is called noise and finally, the message must be decoded to have meaning for all involved.
As it is well known communication is not an absolute finite thing. Developing an effective communication plan may be associated with the requirements of the communication itself and can be described with the famous 5 w (what, when, why, who, where) and 1 H (how). Environmental factors, organizational factors and mainly the cultural dimension must be included in the analysis in order to create a coherent, holistic, effective and efficient plan. Project Human Resource Management is associated with the organization and management of the project team. The team is composed of people with specific skills, responsibilities and the most important for this work with cultural differences (languages, religions, traditions, gender, sexual preferences, etc.). All the members of the team should feel they are part of the team and understanding that their cultural differences don't make different, and each one of them is only one more member of the team despite the cultural differences, increasing as a product the loyalty and commitment to project goals and objectives. Human Resource Management in the Project-Oriented Organization it was a kind of not studied topic, even lately has promoted a lot of research. This topic in conjunction with the Project Communication Management is essential for the success of the organizations. Since Project Oriented organizations work with a different fashion, for the temporary of the projects and programs, the structure of the Human Resource should use a totally different approach [Turner 2007] .
The project management team, also called the core, executive, or leadership team, is responsible for project planning, controlling, and closing and takes directives from the project team. The project management team and the project sponsor work together to secure funding, simplify scope questions, and influencing team members understanding their differences and expectations.
Project human resource management processes include human resource planning, acquiring the project team, developing the project team and managing the team. Processes are used multiple times, usually occurring at least once in a project or several times in different phases if the project is made up of many phases. In reality, processes intersect with each other and with other phases and are not as definite and concrete as illustrated here.
Conclusions and Future Work
A Project Manager must possess a broad set of skills; leadership, poise, change tolerance, proactivity, technical, management, customer relationship, and conflict management. They have to be able to use this set of skills to create an environment in which the project reach its immediate goals but also functions successfully in terms of meeting the expectations, feelings and needs of its team members. As we described, the importance of the cultural dimension of management, is especially significant in the field of Intercultural Project Management for IT. Jessen [ Jessen 1992 ] explained that the requirements for Hofstede's cultural dimensions of individualism, power distance and uncertainty avoidance differ all along the development of a project, and therefore that cultural values have different effect during the phases of the project. Cultural patterns in project development environments, especially for Global Software Development, reflect those ones in the society. Project Managers must work in the subjacent culture of their society and of their organization and of their own specific project teams Earley and Mosakowski [Early 2004 ].
Consequently, Project Managers must be comfortable and not only comfortable if not sympathetic understanding cultural requirements of each sector of their working environment. For instance, been able to give "bad news" and to manage performance are considered key skills for a successful Project Manager. Hofstede [Hofstede 2001 ] described that many cultures have subtle ways of operating, Yeung and Tung, [Yeung 1996 ] Kohls [Kohls 1994 ]. For example give feedback is frequently made in some cultures (collectivist) via a third party, and not to observe such practices may result in significant damage to the project environment Slevin and Pinto [Slevin 2004 ]; Aycan and Kanungo [Aycan 2000] .
Previous work by Prabhakar [2006 Prabhakar [ , 2005a Prabhakar [ b, 2004a based on 153 projects in total from 28 nations demonstrate that leadership in projects is a unique challenge as opposed to the leadership of operations. During the development of a project the Manager has to continuously evaluate his or her style of leadership and adapt accordingly to the requirements of the phase (switch leadership). Further studies by Walker & Prabhakar [Walker 2006 [Walker , 2005 across 25 nations studying 111 projects identified that leading multicultural teams is an enormous challenge where the choice of project manager and his or her team is crucial. The ability of the project manager to communicate and manage human resources from multicultural environment is must.
Some recommendations are, understand the cultural differences will help you to work around them and articulate the issues. Gather the maximum information about the culture of the country beforehand. That will help you to understand: what type of people you have to deal with and how people will react to you?
Understand your own culture first and get critical about it. Three useful tips for a project manager who would like to work aboard: 1. Understand the business culture of the country. Every country has a different national culture and different ways of thinking about business. 2. Encourage project managers who work with a side partners to understand and respect these differences. 3. Be careful with stereotypes, people have different ideas and perspectives. 4. The importance of understanding languages is a must. -For example, India has 18 national languages. The spoken languages in India are 347. -Popular Chinese dialects -Mandarin, and Cantonese; but writing is the same.
-People talking in different languages in meeting; be respectful (is it necessary or offensive?) -English as a Second Language (ESL) Words can mean different thing; keep it simple Idiom and slang usage How are you? How`s it going? How`ve you been? Talk slowly and clearly (KISS); not too slowly l Learning other language; speaking their language? -Understand their body language 5. Understand and respect cultural differences -Know your clients/team and be prepared; not knowing can affect relationship -Judging people's origin by looks Physical appearance or by their last names, for example Pakistanis are not Indian, Taiwanese are not Chinese, Korean are not Japanese -Accent can usually tell where people are from -Respect culture by trying their food; can be a good conversation topic 6. Understand and respect cultural differences -Religion/Culture vs. professionalism (get help from HR) Prayer before sunset; -People fasting (Ramadan). Not working on Sundays. Caste issue in India; -taught to respect elders. Eye contact may be interpreted as rude.
-Siesta -a nap in the early afternoon (especially in hot countries) -Different ways of greeting people. Namaste, Bowing, Hand shake, kissing on cheek, Rub noses, etc. These were just a sub-set of recommendations just giving as an example. This was a position paper just to describe potential factors involved, the set of separate theories and foundations that associate Intercultural Project Management for IT with the issues and challenges of the cultural dimensions. But we set the parameters for the future study that we hope will produce a systematic approach in order to configure and enact Intercultural Project Management for IT for Transnational, Global and multicultural target organizations being able to respect cultures, nations and groups involved and reaching the maximum effectiveness and efficiency in the interaction with the team members.
